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The Army Materiel Command is an extraordinarily complex and very dynamic
business enterprise. It is also a highly interdependent Corporate organization where
almost every operating element in the Command depends on, and is dependent on another
element for support of the Army. The effective management of business operations in
the Army Materiel Command bears directly on the readiness and warfighting capability
of the Army.

The nature of our business today and the operating environment into which we are
moving in the next few years requires that our business processes and practices have a
high degree of internal consistency and uniformity across the command so that we can
create a high degree of coherence for our customers, external to the command. To
achieve this objective the Command will publish a series of Corporate Management
Bulletins to provide policy and direction for the conduct of business operations in the
Army Materiel Command. This capstone publication, “Corporate Management in the
Army Materiel Command”, Corporate Management Bulletin 1-1 is the first in this series.

These publications will not supplant or conflict with any Army or DOD policy or
the statutes under which we operate. They may, in some cases, provide supplementary
guidance on how these policies will be implemented within AMC. These Corporate
Management Bulletins constitute policy and direction in the Army Materiel Command.
Your staff and senior leaders will be involved in the development of Corporate
Management Bulletins on specific business areas in the future as we work to capture and
propagate the best and most effective business processes across the Army Materiel
Command. Ensure that your senior leaders and managers understand and apply these
policies in the conduct of AMC business operations in support of the Army.
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| NTRODUCTI ON

The operating environment in which the Arny Materi el
Command (AMC) functions has changed dramatically in the past
ten years. The changes have been nobst pronounced in the
resourcing of the organi zation — the people and the
dollars. It wll change alnost as dramatically in terns of
our mssion in the next ten years as we take on new m ssions
in support of the Arny, as we support a different Arny and
as we support the Transformation to achieve that different
Arny.

What has not changed, and will not change is the
centrality of the Arny Materiel Conmand to the effective
sust ai nment and materiel readiness of the Army. Many of the
technol ogi es to support the Arny of the future will be
devel oped, or nanaged in their devel opnent, in the
| aborat ori es and engi neering centers of the Arny Materi el
Command. The delivery of these capabilities, whether by a
PEO external to the Arny Materiel Comrand or a Project
Manager organic to the Arny Materiel Command, will be
executed by the contracting activities of the Arny Materi el
Command. The sustai nment and weapons systens nmanagenent of
equi pnent in the hands of soldiers will be nanaged by the

Arny Materiel Command. The Arny Materiel Comrand is the



only agency positioned and resourced to do the life cycle
managenent of Arny materiel. That will not change in the
future. Indeed, the role of the Arny Materiel Command wil |l
take on renewed i nportance as new m ssions, such as the
managenent of Recapitalization of the current force, the
i npl ementation of Single Stock Fund, the establishnment of
t he National Mintenance Program the inplenentation of the
A obal Conmbat Support System Arny, and the Wol esal e
Logi stics Mderni zation Program are inplenented. Qur
managenment processes, our nanagenent structure and our
managenent attitudes nmust be up to the task or we will not
succeed. And that is what this paper is about: process,
structure and attitude.

It will be useful to note, also, what it is not about.
It is not about Command and it is not about | eadership,
t hough both play an enornmously inportant role in the success
of this Corporate enterprise. Neither is it about detailed
procedures; it is not an “Organi zati on and Functions
Manual ”. It is inmportant to have these organizations,
functions and procedures codified, but that is not the
pur pose of this paper.

Thi s paper focuses on the Managenent of our business

and specifically on nmanagenent at the Corporate level, i.e.,

t he Headquarters. Managenent, obviously, is different from



bot h | eadership and command, but it is not |ess inportant.
The managenent and busi ness process integration structure
provi des the franmework for a holistic view of the business.
Managenent and integration are the functional processes that
hel p create the environnent for the nore esoteric and
extrenely critical functions of |eadership and conmand. In
addition, Conmand is a singular function; there is only one
Commander. Managenent is a distributed function.

Leadership is also a distributed function down to the | onest
organi zational units in the structure and will be affected
in no snmall degree by how we nanage our business. And,
finally, managenent and an effective managenent structure
are indispensable to the del egation of authority and the
assi gnment of responsibility which enables accountability
for results. And w thout accountability for results, we do
not have a Corporate enterprise; we do not have a team

This paper is intended to provide a framework for nmanagenent
at the Corporate |level — at Headquarters, Arny Materi el
Conmand.

This paper also provides a brief review of the history
of the Arnmy Materiel Command and the structure and
conposition of the Corporate Staff. It is always helpful to
know where you have been before starting a journey to the

future. This paper also briefly discusses the Mjor



Subor di nat e Commands (MSCs) —- the Operating Comrands and
Agencies. This is necessary for context because managenent
does not occur in a vacuum and because Corporate Managenent
occurs within a | arger organizational framewrk nmade up of
organi zations that do the inportant commodity-oriented work
in support of Arny materiel readiness, for which the Arny
Mat eri el Conmand has corporate responsibility.

Finally, it should be noted that sone may take issue
with the characterization of the Arnmy Materiel Comrand as a
“Corporation”. Such a characterization does not detract
fromits inportant character as a mlitary organi zation. It
does, on the contrary, recognize that the Arny Mteriel
Command is the business center of the Arny, transform ng
dol I ars, physical and intellectual capital into capability
and materiel readiness for the Army. If we are to be
successful, we nust pay due homage to the “business” nature
of our business so that we nay create an environnment where
every | eader and manager is focused on investnent utility,
ef fectiveness, efficiency and custoners. |f we can do that
effectively, we are much closer to creating an environnment
where we recogni ze our responsibility to our customers who
depend on us to provide what they need and where we

understand the environnent they live in; and, to our



partners in industry upon whom we are dependent for the
goods and services we provide to sol diers.

In sum the parallels are clear and the inperatives are
clear. Use what you have effectively, manage the resources
w sely and create a structure where these highly
i nt erdependent | ogistics business functions of science and
technol ogy, contracting and acquisition and | ogistics
sust ai nment can be fitted together — can be | NTEGRATED - -
into a cohesive, coherent business process in support of our
Arny.

Thi s paper provides a framework to begin the inportant
task of inproving our Corporate Managenent in the Arny

Mat eri el Cormmand.



PART |

SETTI NG THE STAGE

The Environnent

The Arny Materiel Conmmand is the business center of the
Armmy. The command manages, or directly affects, every mgjor
| ogi stics business process in the Arny. Logistics business
processes in this context include all the “traditional”
| ogi stics business processes such as supply, naintenance and
transportation. In the nodern Arny, it also includes
sci ence and technol ogy, research and devel opnent,
contracting, materiel acquisition and life cycle nmanagenent
for the equipnent in the hands of soldiers. It also
i ncl udes the readi ness managenent of this equi pnent on a
day-to-day basis. This materiel can be best characterized
by reference to density, diversity and dotage. The U S.
Arnmy has lots of “stuff”; it has lots of “different stuff”;
and it has lots of “old, different stuff”. The range of
m ssions that soldiers are called upon to be prepared to
execut e demands an extraordinary quantity, and a m nd-
boggling array, of equipnment and materiel. The nature of
our business and our Nation’s business nakes the
capabilities and readi ness of this equipnment a life and

death matter for the soldiers who use it. The Arny Materiel



Command is at the very center of this |ogistics support
structure, touching every soldier in every unit, every day
by what we do -- or fail to do. This is an awesone,
sobering and hunbling responsibility for this corporate
entity. A conpelling case can be nade that the Arny

Mat eri el Conmand, by virtue of its inextricable |inkage to
the “operational Arny” -- the nmaneuver formations and the
forces that support them-- is very nmuch a part of the
“operational Arny”. This requires a command, |eader and
managenent focus which recogni zes and enbraces the
responsibilities inherent in the awesone chal |l enge which
attends this mssion. It requires dedicated nen and wonen -
- mlitary and civilian -- who recognize that, for a
soldier, the work they dois a life and death matter,

and . . . it requires that every nmenber of this command act

accordingly.

The Transformation .

The Arny is undergoing the nost significant
transformation in perhaps the last forty years. This
transformation is in recognition of the changed external
world in which we live. It is also in recognition of the
internal realities which we nust face if we are to maintain

our capacity to execute our mssion in support of the Arny’s



core conpetence: heavy sustained | and conbat. The internal
realities consist of inadequate resources . . . both people
and dollars . . . to do things as we have done themin the
past. The realities consist of recognition that in a
smal | er, technol ogy-based Arny, if we fail to capitalize on
and incorporate technol ogy, both horizontally in currently
fielded systenms and vertically in newy devel oped systens,
we wll becone a snaller, |ess capable Arnmy. This becones a
nore critical and a nore conpelling i ssue when we realize
that in the explosion of technology which we see around us,

t he technol ogi es which gave us the capability edge as
recently as ten or fifteen years ago are now avail able in
the marketplace. Qur former adversaries and, in sone cases,
our allies are making it widely available to our current and
future potential adversaries. This nmeans, sinply, that if
we are going to rely on a snaller, technol ogy-based Arny, we
must continue to invest in, and apply, those technologies to
the equi prent in the hands of soldiers. That is a daunting
task given the density, the diversity and dotage of the

equi pnent in our inventory. It is conplicated by the
subsidiary issues which always attend the insertion of
technology in such a wide diversity of systenms. Aside from
t he devel opnent of relevant and effective technol ogies,

there are the issues of integration of those technol ogies




into existing weapons systens and equi pnent and there are

i ssues of training and doctrine to enable soldiers to use

systens to greatest advantage. There are issues of cost

ef fectiveness, production, fielding and sustai nnent of

i nproved systens. And, in today’'s Arny, there is the issue
of Transformation of the whole Arnmy. The fully integrated
rel ati onship of the Active and Reserve conponents of our
Arnmy and the fact that seventy-five percent of our
capability, in sone cases, resides in the Reserve conponent
requires that Transformation touch the whole Arny and not
just a few top-line units and organi zations. The
integration of all warfighting capabilities nmeans that our
effectiveness may very well be paced by the | east effective
units in the constellation of capabilities that make up an
effective warfighting formation on the battlefield.

And so, Transformation is not about a debate on wheels
or tracks. It is about making technology work for soldiers
because of a strategic decision we took several years ago to
have a smaller, technol ogy-based Arnmy. That debate is over.
W have di scovered what we shoul d have known all along: in
today’s environnent, all technology is perishable and sone
critical technologies have the half-life of buttermlk. W
nmust devel op technol ogy and we nust nake technol ogy work for

soldiers if we are going to remain the pre-emnent |and



conbat force in the world, as our Nation's interests
dictate. That course of action requires a |level of stable

i nvestnent in both devel opnment and application. It requires
a reacculturation of the Arny to becone nore confortable

wi th the changes which inevitably result from changes in
technology. It requires an understanding that no soldier or
unit will be unaffected by these changes. It requires hard
choices in resourcing because there are not unlimted
resources available. It will also require that we not be
tenpted by every technol ogy fad that appears in Popul ar
Mechani cs, and that we not rush to transform every bunper
sticker we read into a “new and i nproved” business process.
This Transformation will require stability; stability in our
vi sion of where we nust go and stability in our resourcing
to achieve the results which can make that vision a reality.
And it will require that we change the way we think about
our business so that we can change the way we do our

busi ness.

The Arny Materiel Conmand is at the vortex of this
Transformati on whether we refer to the “Current” force, the
“Interinf force or the “Cbjective” force. The Arny Materiel
Command will play a vital role in devel oping the
technol ogies to be inserted in our current force as we

recapitalize and enhance the capability of that force. The
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Arnmy Materiel Command will play a critical role in the
delivery of technol ogi es being devel oped for the Interimand
bj ective forces. The Arny Materiel Command will play an

i ndi spensable role in the sustainnment of these systens,
through their entire life cycle, once they are fielded. It
is not an overstatenent to assert that a healthy, capable
Arnmy Materiel Command is indispensable to an effectively
transfornmed Arnmy. This does not dimnish the inportant role
pl ayed by others in this endeavor. The Arny Materi el
Command is the business center of the Arny, and the core
conpetency of the Army Materiel Command is |ogistics

busi ness process integration of science and technol ogy,
contracting, acquisition, program nmanagenent and | ogi stics
power projection and sustainment. Those are the
institutional capabilities required to nmake the
Transformati on a success.

The Arny Materiel Command is a vital part of the Arny
Transformation. That neans that the Arny Materiel Comand
nmust al so undergo a transformation. . .a transformation in
the way we think about our business and the way we manage
our business. It will also require a reacculturation of the
Command in many inportant respects: an understandi ng by
every | eader and associate of the inportance of business

process integration, both horizontally and vertically; an
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under st andi ng by everyone of the interdependence of the
Oper ati ng Commands, the Major Subordi nate Comrands of the
Arnmy Materiel Command. It will also require a deeper and
nore pervasi ve understanding by | eaders and nanagers than
perhaps at any tinme in our history because of |imtations of
resources, the conplexity of our business processes and our
technol ogi es and the accel erated delivery schedul es to which
we nust be sensitive. There are no entry-level positions in
the Arny Materiel Command for senior |eaders and managers,
either civilian or mlitary.

The transformation of the Arny Materiel Command has
al ready begun. The adoption of new business processes such
as Single Stock Fund (SSF), Wol esal e Logistics
Moder ni zati on (LOGMOD), d obal Conbat Support System - Arny
(GCSS-A), and the National Mintenance Program (NWVP) are
prime exanples. Arny decisions to recapitalize our
equi pnent and insert capability-enhanci ng and cost-reducing
technologies will affect the Arny Materiel Command in
significant way at every level. Sinply stated, the Arny
cannot transformw thout a transfornmed Arny Materi el
Command. That transformation in the Arny Materiel Conmmand
has begun. The chart at Figure 1 (p.13) and the

acconpanying narrative at Figure 1.1 (p.14) describes this
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The United States Army has emnbarked upon the nost significant
transformation in the last quarter century. The central inperative of
this transformation is the naintenance of the READI NESS of the Arny
while we transforminto a force that is nore responsive across the
entire spectrum which can be delivered to gl obal points of interest
quickly with the agility and versatility to confront and overconme a w de
vari ety of operational challenges. This will require an Arnmy with the
depl oyability of a light force, the lethality of a large formation, the
survivability of a heavy force with the sustainability to ensure success
until our Nation's interests are successfully and concl usively served.

The Arny Materiel Command is the Arny's |ife cycle sustainnent and
readi ness nanager. A |legacy force of 248,000 tactical wheel ed vehicl es,
30, 000 conbat vehicles, 5,463 aviation systens, 16,584 nissile systens
and 7,250 end itens of conmunications equi pnent must be sustai ned.
Concurrently, an Interimforce is being fielded to bridge the capability
available in the Legacy force to capabilities desired in the Objective
force. The careful balance of core conpetencies and capabilities in the
Arnmy Materiel Conmand is essential to the achievenent of enhanced
capabilities of the Legacy force through nodernization and technol ogy
insertion fromAMC s | aboratories and engi neering centers, through the
effective and efficient delivery of those capabilities through the
contracting and program managenent busi ness processes, and through the
sustai nment of these systems through the |ogistics power projection
busi ness process. Concurrently, the Arny is devel oping the systens
whi ch, along with interimsystens and noderni zed | egacy systenms, will
popul ate the Objective force in ten to fifteen years.

The Arny Materiel Command is, in many inportant respects, the
pi vot point on which the success of the Transformation process wll
turn. Therefore, the Arny Materiel Command is also transformng
simul taneously in many inmportant ways to support the Arny
Transformation. Single Stock Fund will create a seam ess |ogistics
managenment process fromtop to bottom The Arnmy Recapitalization
programis the vehicle by which technol ogy generated in the | abs and
engi neering centers will be inserted into | egacy equi pnent. d oba
Conbat Support System- Arnmy will underpin the | ogistics sustainnent
process and, when integrated with the Whol esal e Logi stics Modernization

busi ness process, will create a seanl ess, global |ogistics information
managenment systemthat will enmpower and enable a Revolution in Mlitary
Logi stics unlike any which has occurred in forty years. In addition

AMC i s nodernizing the structures and supporting busi ness processes to
ensure we reach every soldier to ensure the strength, the capacity and
t he readi ness of our Arny.

The Arny Materiel Command touches every soldier and every unit in
the United States Arny every day. W are transformng to serve and
support the Transfornation of the Army. Wthout AMC Transformation and

a viable, effective AMC, there will be no Transformation of the Arny.
Joint doctrine says that, "Logistics defines the canpaign's operationa
l[imts". That was never nore true than in the instant case.

Figure 1.1
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process. These changes require a new paradigmfor the
managenment of this new environment. This changed view of
the world nust perneate every organi zation in the Arny
Mat eri el Conmand and nmust be understood and enbraced by
every | eader and manager. This paper will address the

changes that are being nade at the “Corporate |evel”.

the Arny Materiel Command Headquarters . . . to nanage this
new envi ronnent in which the “Corporation” . . . Arny
Materiel Command. . . finds itself. Sone nay take issue

with the characterization of the Arny Materiel Comand
Headquarters as a “Corporate” headquarters. This
characterization does not alter the role of this command as
a mlitary organization which will be | ed and commanded
consistent with the guiding principles of a mlitary

organi zation: a chain of conmand, unity of command, a
command m ssion and | eadership principles to acconplish that
m ssion. Rather, it recognizes the Arny Materiel Comand’ s
role as the | ogistics business center of the Arny, nmanagi ng
t he nost conpl ex busi ness processes in the Arny in support
of the Arny. The Arny Materiel Conmand touches every unit
and every sol dier every day. The Conmand executes, in one
formor another, nore than one out of four dollars in the
Arny budget every year. The core corporate conpetency of

the Conmmand is | ogistics business process integration for

15



sci ence and technol ogy, contracting and acquisition and
| ogi stics power projection and sustainnment, with all that
inplies, and it includes the |ife-cycle nanagenent of

equi pnent in the hands of soldiers. |If we do not know our

busi ness and do our business effectively at the corporate

| evel , the effectiveness of the corporate effort will be

di m nished. This paper will briefly describe those changes
in the “corporate” nmanagenent structure and strategy to
effect a new paradigmin support of an Arny in

Transf or mati on.

Arnmy Materiel Command Headquarters -- An historica
per spective .

Thi s paper is about managenent for the future.
However, it is inportant to briefly review the past, if only
for historical context. Wen the Arny Materiel Conmand was
formed in 1962, the Command had over 189,000 nenbers. The
Cor por at e Headquarters consi sted of 3,125 nenbers organi zed
as depicted in the charts at Figures 2 (p.17) and
2.1.(p.18). As recently as 1989, the Command had a strength
of 114,636 with a very robust corporate |level staff. The
corporate structure in place in 1989 is shown at Figure 3
(p.19). It was a very robust structure with greater depth

and breadth in all the functional m ssion areas for which
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HEADQUARTERS, U.S. ARMY MATERIEL COMMAND - JULY 1962

Commanding General
Deputy
Chief of Staff

Secretary of the General Staff

Project Managers

Selected Systems

Comptroller and Director
of Programs

Program & Materiel Mgt Div
Budget Division

Finance & Accounting Div
Plans Division

Review & Analysis Division

Personal Staff
| | | | |
Inf i
Special Assistants Inspector General n g;fT:et:on Judge Advocate General Counsel Chaplain

Chief Scientist Command INSP Div Military Law Div Procurement Div
Chief Engineer. » Procurement INSP Div Legal Assistance Div Adversary Proceed Div
SA-Nuclear Activities Investigation & Legal Service Div
SA-Inter Group Rel Complaints Div Patent Law Div
SA-Legis Liaison
SA-Labor Relations
SA-Audits

Supporting Staff

Administrative Office

Administrative Service Div
Safety Div
Publications Div

Data Systems Office

Mutual Security Office

Management Science Office

System Development Div
Systems Control Div
AMC Data Center

Military Assistance Div
Interrational Agreements Div

Management Improvement Div
Management Research Div
Organization Div

Coordinating Staff

Director of Research &
Development

Director of Materiel
Readiness

Director of Procurement
& Production

Training

Director of Personnel &

Director of Installations
& Services

Tech Intell Office
Plans & Policy Div
Research Div
Development Div

Contracts Division
Procurement Supp Div
Plans & Policy Div
Small Business office

Requirements Div
Program Execution Div
Secondary ltems Div
Supply Operations Div

Manpower Dov
Military Pers Div
Civilian Pers Div
Training Div

Facilities Div
Construction Div
Services Div
Security Div

SOURCE: Activation Plan p. A-2

Figure 2



AMC ORGANIZATIONAL
CHART FOR 1962

Command Military Civilian Total
ECOM 2,712 11,439 14,151
MICOM 1,187 11,221 12,408
WECOM 121 12,509 12,630
MOCOM 633 12,848 12,481
MUCOM 2,460 25,152 27,612
SMC 2,981 67,910 70,891
TECOM 10,281 11,906 22,187
HQ, AMC 225 2,900 3,125
Other 961 12,297 13,258
TOTALS 21,561 168,182 189,743

8T

Figure 2.1



AMC ORGANIZATIONAL
CHART FOR 1989

AMC Total Aggregate Civilian Strength: 106,247
AMC Total Aggregate Military Strength: 8,389
*Figures based on AMCHO Publication & EEO statistics

67
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the Arny Materiel Conmand has responsibility. Throughout
this period, fromits inception through 1989, the
fundanmental role of the Command did not change: the

devel opnment of science and technol ogy and application

t hrough research and devel opnent; the delivery of technol ogy
t hrough new weapon systens; the sustai nnent of those weapons
systens throughout their life cycle; and the integration of
t hese core conpetencies into a unified business process in
support of the Arny.

In the early 1990’s, in the wake of the successful
conclusion of the “cold war” and the successful conduct of
the “hot war” in Desert Shield/ Desert Storm the Arny began
a rapid downsizing from 752,000 soldiers to the current
strength of 485,000. The Arny Materiel Command was
dramatically affected by this downsizing . . . and affected
in a disproportionate way. The Command is authorized
approximately 30% of the civilian strength of the Arny, but
it absorbed 50% of the civilian personnel reductions. The
wi sdom of that disproportionate reduction is debatable, but
that is not the purpose of this paper. W are where we are,
which is on a steep, dowward slope from 114, 636 personnel
in 1989 to a Command of 52,027 today, with a term nal
obj ective end-strength of 49,661 in FY02 and 45, 707 in FYO5.

The Corporate Headquarters has declined in strength from

20



1,938 personnel in 1989 to a strength of 953 today. W have
gone froma corporate structure of significant depth and
breadth across all functional areas to a corporate staff
structure with the sane breadth and responsibility, but
little of the depth in staffing. Accomodation of these
dramati ¢ changes has i nduced changes in the corporate
structure which took the formof consolidation and
reorgani zati on, application of technology to nmake up for a
| oss of depth, devolution of sone functions to the Operating
Commands of the Arny Materiel Command (the MSC s), the non-
performance of some corporate managenent functions, and the
application of contractors to assist in the performnce of
sonme functions. This changed environnment was not unique to
the Arny Materiel Command, and the strategies enployed to
accomodat e t he changes were not unique to the Arny Materiel
Command. Ot her major commands in the Arny faced simlar
changes, though perhaps not as pervasive or as deep in the
civilian force structure if the prima facie inpact of the
strength reductions in the Arnmy Materiel Conmmand is
representative of the inpact on the capabilities of the
Command. And, we believe they are.

Today, the strength of the Arny Materiel Conmmand
corporate headquarters stands at 953. The fundanental role

of the Command in support of the Arny has not changed. The
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structural changes in the corporate staffing requires that
the role of the corporate headquarters dramatically change
to enable the effective corporate integration of the
busi ness processes which support the Command, within the
corporate headquarters, i.e. the “horizontal” integration
within the corporate headquarters. The role of the Arny
Mat eri el Conmand must al so change to ensure the “vertical”
integration of the mssions and activities of the major
subordi nate conmands of the Arny Materiel Command -- the
Qperating Commands -- with the departnent headquarters and
the horizontal integration with the other major conmands of
the Arny. The role of the Corporate Headquarters nust al so
change to facilitate the “horizontal” integration of the
Qperating Commands to capitalize on the synergy, which cones
fromthe full integration of interdependent subordinate
el ements of the Conmand.

And so we see, history inforns as well as illum nates.
It inforns us that there is an inportant role for the
Cor porate Headquarters in the managenent schene of this
Command and in the |ogistics business managenent in the
Army. A brief reviewillum nates the breadth and scope of
the responsibility of the Corporate Headquarters. A review
of operations today in the Arny also illustrates the role of

the Arny Materiel Command, and while there have been changes
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in staffing, the structure and the technology, it is clear
that the Corporate Headquarters for AMC nust play the
critical integrating role in mssion nmanagenent and resource

managenent -- dollars and people -- for the Conmand.

Cor por at e Managenent -- Waat it neans .

Cor por at e Managenent neans exactly what the title

suggests. It neans the sourcing and integration of the
resources required by the Operating Commands -- the
MSCs -- to enable the najor subordinate conmands to execute

their mssions in the compdity areas for which they have
responsibility. Corporate managenent does not nean the
managenent of operating activities of the Command from a
staff activity. It means the “appropriate” involvenent in
the m ssion activities of the subordinate commands. 1In the
final analysis, “appropriate involvenment” wll be determ ned
by the Arny Materiel Comrand Commander. Appropriate

i nvol venent will also be determned, in |arge neasure, by

t he performance of the mgjor subordinate conmands and the
execution of the m ssions they have been assigned with the
resources they have been provided. |f commands are
performng with the resources provided in accordance with
the policies established by the Arnmy and the Arny Materi el

Cormmand Commander, there will be the sane neasure of
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corporate managenent but |ess corporate involvenent. |f
commands are not perform ng as expected or required, there
w [l be nore corporate involvenent. Wat this nmeans,
sinply, is that subordi nate comranders have a relatively
hi gh degree of independence to execute the conpl ex, dynam c
and very inportant m ssions for which they are responsible.
However, they are not independent or autononous. They nust
operate within the corporate structure of the Arny Materi el
Command because (1) the Corporate Headquarters is the
corporate integrating agent for all the commands and
agencies within the Arny Materiel Command and (2) because
there is a very high degree of interdependence of all the
subordi nat e conmands and agencies within the Arny Mteri el
Conmand.

The Arny Materiel Command is the “Logistics Chain
Manager” for the Arny. That |ogistics chain consists of the
S&T chain, the R&D chain, the contracting chain, the systens
acqui sition chain, the supply chain, and the naintenance
chain for the thousands of systens and hundreds of thousands
of items in the Arny inventory. The end result of the
managenent of this logistics chain is the readi ness and
warfighting capability of the Army. No other organization
in the Arny can performthis function. The individual

subordinate MSC s of the Arny (DA)operating i ndependently
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cannot; the Departnent of the Arny (DA) cannot; and, those
instrunentalities of the Arny Secretariat, such as Program
Executive Oficers, cannot. None of these entities are in a
position, or are adequately resourced, to performthe

| ogi stics business process integration for the Arny. The
Arny Materiel Command is the only organization with the
structure and the skills to manage the nost conpl ex and
dynam ¢ business enterprise in the Arny. Because of the
diversity, the conplexity and the criticality to the Arny,

t hese m ssions nust be managed and integrated. That is the
rol e of the Corporate Headquarters.

This role, because of the Transformation of the Arny,
is taking on new i nportance. That means that the corporate
staff and those staff |eaders and nanagers which conprise it
must understand and internalize that role and understand
what “appropriate involvenent” neans. It does not nean
detail ed i nvol venent on every issue; it does not nean m cro-
managenent. |t neans understanding the environnment in which
the Command’ s business is acconplished every day; it neans
bei ng responsive when issues arise; and it neans hel ping the
Conmander see the business and use his influence to the
greatest benefit of the Command and the Arnmy. It al so neans
crafting corporate staff processes and policies which take

full advantage of the natural by-products of the Command’ s
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m ssion activities to assist the Arny Materiel Comrand
Commander and the MSC Commanders in the managenent of the
Arnmy Materiel Command mi ssion in support of the Arny.

The Arny Materiel Command is the |logistics chain
manager for the Arny. This is a unique role. The Arny
Mat eri el Conmand, because of the inextricable |inkage to
every unit in the Arnmy and every soldier in the Arny, every
day, is also very nuch a part of the Qperational Arny. It
is not part of the “Institutional Arny” nor is it
“infrastructure”. This point is not to dimnish the
important roles of the “Institutional Arny” or the
“infrastructure” units of the Arny. It is to enphasize the
| arger point that the capability of the conbat formations
and every unit which supports themare linked, in their
m ssion activities, to the Arny Materiel Comand, the

| ogi stics chain manager of the Arny.

The Rol e of the Corporate Headquarters .

The first and, perhaps, nost inportant task for the
Cor porate Headquarters is to recognize they are, in fact, a
CORPORATE Headquarters. They are not a coinci dental
assenbl age of functions in a single |ocation, each operating
oblivious to the other. The functions and the staff nust be

tied together — integrated -- into a cohesive business unit
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that is capable of managing the Command’ s business in an
organi zed, coordi nated and coherent manner. The operating
dynamics in the Arnmy are requiring a reaccul turation of the
Arnmy in many inportant respects. The necessary and
attendant transformation of the Arny Materiel Command al so
requires a reacculturation of the Corporate Headquarters
along with the necessary nanagenent process changes to
facilitate the managenent of the Command’ s busi ness. Those
changes will be addressed later in this paper. However, a
bri ef discussion of the major roles of the Corporate
Headquarters nay be useful in setting the context for the
changed managenent paradi gm which is necessary to manage the

Commander’s business in the current environnent.

- Planning for the future. No corporation can survive and

prosper managi ng today’s busi ness activities today. Today’s
busi ness activities should have been planned and nanaged
three, four, five or perhaps ten years before today. |If
they were not, then we are not managi ng, we are coping. So,
one of the nost inportant roles of the Corporate
Headquarters is to plan for the future. Cdearly that neans
a defined and organi zed effort to do strategic planning. It
al so enbraces sonme other fundanmental elenents of future

ori ented managenent. They i ncl ude:
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-- Defining the Mssion. The m ssion, which rel ates

“what we do” nust be defined in clear, understandabl e

terns.

-- Defining the Vision. The vision nust be the

Commander’s vision and it nust relate in clear,
unm st akable terns that resonate with every nenber of

t he Command “what we want to becone”.

-- Defining the Qbjectives. The Corporate objectives

must state, in broad ternms, “what we nust do to achieve
the vision”. At the Corporate |level they nust be
azimuths. They are not “recipes for success”. The

obj ectives nmust be clear enough to provide direction
and broad enough to enabl e every subordinate el enent to
craft objectives that are consonant with the corporate
objectives. In turn, every business unit in every

Oper ati ng Command must have objectives for their
respective mssion area that are linked to the

Cor porate objectives of the MSC to which they are
assigned. MSC objectives are, in turn, linked to the

Corporate objectives of the Arnmy Materiel Comrand.
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That is the framework for vertical business process

i ntegration.

-- Defining the Structure. The Corporate Headquarters

nmust al so define the structure for staff managenent and
staff integration at the corporate |evel and approve

such structures at the operating |evel.

-- Defining the Measures of Success. The Corporate

Headquarters, consistent with direction fromthe
Commander -- the Chief Executive Oficer -- nust craft
and manage the corporate neasures of success. The
information to support this effort nust be generated as
a natural by-product of the business processes of the
Command; the information nust be organi zed to provide
an introspective, noving picture analysis of conmand
busi ness operations and they nust be understandabl e,

di gesti bl e and capabl e of being operationalized at

every |level.

- Maki ng deci sions. The Corporate Headquarters nust make

managenent deci si ons about the business of the Command.
They nust devel op, reconmend and pronul gate policies to

unify and integrate the business processes of the Command.
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The Corporate Headquarters staff does not make command

deci si ons, though they influence conmand deci si ons.

- Resources gathering. There are no capital markets to

whi ch operating elenments can resort to obtain funds to
support operations. This is THE defining distinction
between the Arny Materiel Command and its subordinate
commands and their private sector counterparts who perform
simlar functions. An inportant role of the Corporate
Headquarters is to make the case for and obtain the
resources — people and dollars -— to enable the Operating
Commands to execute the m ssions they are assigned. W are
operating in a severely resource-constrained environnent in
many i nportant areas of operation. An inportant and
coi nci dent function of resource gathering is resource
execution. That neans operating commanders have a
requirenent to operate within what is avail able, take action
when they cannot and expect to have their actions revi ewed
and perhaps challenged. This is in recognition that
commanders at all levels have a responsibility, not just to
identify, but also to resolve problens. That is why they

are conmmanders.
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- @in insight. The Corporate Headquarters nust function in

a manner which enabl es insight into the conpl ex business
operations of the Coormand. Every issue that rises to the
corporate | evel cannot be a “discovery | earning” experience
for the staff | eader and manager who nust provi de support,
assi stance, and advice and who nust take action on issues
that arise. This requires technical conpetence, hard work
and appropriate involvenent by the Corporate Headquarters

staff | eaders, managers and action officers.

- Provide oversight. The Corporate Headquarters nust

provi de oversi ght of m ssion operations for which the
respective staff el enents have assigned responsibility.
That requires insight and understandi ng of counterpart
functions in the Operating Coormands. It requires an
under st andi ng of the corporate objectives and the operating
paranmeters of subordinate m ssion activities. Sonetines
those paraneters are defined by statute or Arny policy;
sonetines they are defined by the Arny Materiel Conmand
corporate policy; and sonetines they are defined by |inked
cor por at e/ operati ng command objectives. Sinply put, senior
staff | eaders and managers nust know their business,
communi cate clearly wwth their counterparts and understand

what “appropriate involvenent” neans -- and does not nean.
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In short, operating commands cannot, and will not, operate
as “independent” or “autononous” elenents. The Corporate
Headquarters will provide oversight of mssion activities in
t he execution of one of the inportant dinmensions of our

busi ness: vertical business process integration.

- Provide direction. The Corporate Headquarters will also

provi de direction to the subordinate Operating Conmands.
This direction for major operational issues should take the
formof witten policy direction authenticated by, or

pronul gated in the nanme of, the Commander. It will also, in
t he nornmal intercourse of business, take the formof |ess
formal direction issued by the Principal Staff Leaders for
specific tasks or actions that are required in the course of
execution of the Command s business. Knowi ng when to
provi de direction and knowi ng when to chall enge direction
provi ded requires understandi ng, good conmuni cation, insight
into mssion activities, and an understandi ng of
“appropriate involvenent”. An exanple of “inappropriate

i nvol venent” is direction which requires a major change in
m ssion activities, policy, resources or resource allocation
or change in a Corporate objective. These directions nmay
very well be required, but they should be issued by the

Commander, or in his name by an agent which has been
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enfranchi sed to issue such policies. This requires a clear
under st andi ng of roles by Corporate Staff el enents and the
ability to execute in a way that does not constipate

operations or nake the Conmander a staff officer.

- Business Process Integration. The nost inportant rol e of

t he Corporate Headquarters is to provide the corporate
busi ness process integration. This function cannot be
performed at any other |evel, above or below the Arny

Mat eri el Conmand headquarters. It requires a conpetent,
energetic, confident staff which understands the Command’ s
m ssi on and under stands execution at the operating |evel.
In sum it requires an ability to plan and execute. It
requires insight and an ability to provide oversight. It
requi res an understandi ng of how the Command “fits together”
when the diverse mssion activities of the Operating
Commands are integrated to provide a unified business

process in support of the Arnmy. This business process

integration will take two primary forns:

-- Horizontal business process integration occurs

wi thin the Corporate Headquarters as the various

functions are coordinated and integrated to provide a
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coherent, unified business process at the Corporate
Headquarters level. The product is coordi nated action
pl ans by the Corporate Staff and/or decisions by the
Commander. Horizontal integration also occurs between
t he Corporate Headquarters and the nmj or commands of
the Arny, other services, Departnent of Defense

agenci es, other governnent agencies and soneti nes,

contractors.

-- Vertical business process integration occurs with
the Arny Materiel Comrand Corporate Headquarters

i ntegrating actions and busi ness processes with
Departnent of the Arny |l evel staff elenents and
agencies. Vertical business process integration also
occurs at the corporate level in the integration of
subordi nate Operating Command’ s activities for al
commands at the corporate level. Vertical business
process integration also consists of the integration of
t he individual functional staff activities such as
Resour ce Managenent, Human Resource Managenent,

Logi stics Managenent, Research and Devel opnent,
Contracting and Acqui sition Managenent, Information

Technol ogy Managenent, and the ot her Special and
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Ceneral Staff functions between the Operating Commands

and the Corporate Headquarters.
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PART |1

MANAGEMENT IN THE AMC OPERATI NG COMVANDS AND AGENCI ES

The Operating Commands — the Maj or Subordinate
Conmmands .

The Operating Commands of Arny Materiel Comand are the
comodi ty-oriented Maj or Subordi nate Commands and agenci es
whi ch report directly to the Corporate Headquarters. These
commands perform the busi ness process integration for
research and devel opnent, materiel devel opnent, contracting,
| ogi stics sustainment, and |life cycle managenent for the
speci fic weapons systens and materiel for which commodity
managenent responsibility is assigned. A brief mssion
statenent for each of these commands and agencies i s shown
at Figure 4 (p.37).

The principal work of Arnmy Materiel Command in support
of the Arnmy is perforned at this level. The scope and
conpl exity of these business processes require that these
commands be given significant latitude to nmanage these
m ssions. “Significant |atitude” does not nmean autonony
and, because of the interdependence of these conmands, each

with the other, significant |atitude does not nean
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Mission Statements of the
Operating Commands

Major Subordinate

Command

Mission

U.S. Army Tank-automotive &
Armaments Command

(TACOM)

Provides Ground Combat, Automotive, Marine &
Armaments Technologies & Systems

Generates, Provides & Sustains Mobility, Lethality, &
Survivability for Soldiers,

Other Services, & Our Allies

U.S. Army Communications-
Electronics Command

(CECOM)

Provide Information Dominance Capabilities to
America’s Warfighters

Develop, Acquire and Sustain Superior Information
Technologies and Systems

U.S. Army Simulation,
Training and
Instrumentation Command

(STRICOM)

Integrate Army Simulations, Training Models / Devices
and Test / Training Instrumentation into Common
Operating Environment

U.S. Army Aviation & Missile
Command

(AMCOM)

Develop, acquire, field, and sustain aviation and
missile systems — united with program managers,
industry and partners — to guarantee the readiness of
the Army’s technologically superior systems on the
battlefield.

U.S. Army Soldier and

To lead the nation and our Army in world-class

Biological chemical, biological and soldier technology and materiel
Chemical Command readiness...managing our environmental legacy...the
homeland our responsibilit
(SBCCOM) P y
Serve as the Warfighters’ entry point to a single, full
: spectrum logistics provider, AMC. Synchronize and
YR e ol integrate contingency support and sustainment through
Command manufacturing facilities and forward-deployed AMC
(0SC) elements. Serve as the DoD Single Manager for

Conventional Ammunition

U.S. Army Research
Laboratory

(ARL)

Provide innovative science, technology, and analyses to
enable Army Transformation

U.S. Army Security
Assistance Command

(USASAC)

On behalf of the Army Executive Agent, Commanding
General AMC; USASAC serves as Executive Agent for
the Management, Administration, and Implementation of
FMS and MAP programs assigned to the Army. (Draft
DA Pam 12-1)
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“i ndependence”. These commands nust recognize their role in
the constellation of capabilities which conprise Arny
Mat eri el Conmand and recogni ze that only when they function
effectively as nenbers of this corporate entity can they,
and AMC, be optinmally effective in supporting the readi ness
of the Arny.

These conmands are interdependent in a variety of ways.
The weapons system pl atforns devel oped by TACOM are
dependent on the communi cations and i nformation technol ogy
systens provided by CECOM The m ssile systens nmanagers are
dependent on the platform devel opers to carry their weapons
systens. All weapons systens nmanagers are dependent on the
energetics devel opers and the amuni ti on managers and
producers to provide the lethality to nake these weapons
systens effective on the battlefield. Al of the Commodity
Conmmands are beneficiencies, in one formor another, of the
basic research that turns scientific curiosity into good
i deas and, ultimately, into enhanced warfighting
capabilities. These conmands are al so interdependent in
ot her ways. They are all dependent on the sane resource
pool -— the people and dollars — to enable themto do this
i mportant work for the Arny. They are not in conpetition
w th each other because for AMC to be effective and for our

Arnmy to be effective, each of these commands and agenci es
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must be effective. Such is the extraordinarily

i nt erdependent nature of our activities. W are also

i nt erdependent in that the | eaders and the soldiers on the
battl efield whom we support see us, in |large neasure, as a
single corporate entity. The effectiveness of this
Corporate Command called Arnmy Materiel Command, in the view
of the Army we support, will be shaped by the |east
effective of those conmands providing that support. In
short, we will succeed together or we will be perceived as
failures together. And, because of the inportance of what
we do to support the readiness of the Arny, we cannot permt
the erosion of confidence that wll inevitably result froma
perception of failure.

Thi s i nterdependence speaks to the role of the
Cor porat e Headquarters as the corporate integrating agency.
More i nportantly perhaps, it speaks to the need for the
Qper ati ng Commands, the Commanders, and senior | eaders of
those activities to understand that they are each inportant
constituent elenents of this constellation of capabilities
whi ch supports the Army. This understanding nmust give rise
to the inherent responsibility to support the effectiveness
of the entire Command while effectively | eading and nanagi ng
the parts for which they have primary responsibility. This

means, in blunt ternms, no freelancing at the expense of
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other elenments of the Corporation; it means conpeting with
st andards and objectives and not with fell ow conmanders and
commands. |t means one voice, one vision, one AMC for the
Arnmy. In ethical and professional terns, it means
recognizing that this is a mlitary organi zation and t hat
nmeans commanders have | egal authority and | egal
responsibilities to support the objectives of the

organi zati on, and when they cannot, to speak out or get out.

The Rol e of the Operating Commands .

The Operating Commands, the Conmodity Commands and
Agencies of Arnmy Materiel Comrand play an indispensable role
in the success of AMC. They have enornous responsibilities
for the nost conpl ex business integration in the Arny and
for literally hundreds of thousands of itens of equipnent in
the hands of soldiers. They nust know the custoners for the
products they provide and support. They nust know the
products they provide and support. They nust know the
i ndustries, which provide these products. And finally they
must know the “market”, that is, the environnent in which
t hese products are used. They nust effectively engage
t housands of people and billions of dollars to ensure the
readi ness and capability of these weapons systens and

products fromthe tine they are conceived until they are
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elimnated fromthe inventory. It is not a business for the
faint-hearted or the sem -conpetent. It is difficult,
conpl ex busi ness, nmade nore so by the severe resource
constrai nts under which they operate.

These Operating Commands function as small er corporate
entities of the Arny Materiel Command and perform many of
the sane corporate functions. However, there are inportant
di stinctions which evolve primarily fromthe singular
responsibility of the Coomand and t he conmanders for the
weapons systens and materiel which fall under the purview of
each Qperating Command. It is at this level that the
abstract expressions of managenent and | eadership nust be
transfornmed into concrete expressions of weapons system
readi ness and unit capability through the application of the
resources provided to the Commander. The Conmander must
have significant latitude within which to operate, as
described earlier. However, the broadly defined functions
of each Command are the sane and they are briefly described

bel ow.

- M ssion Managenent. M ssion Managenent conprises that

network of functions deriving primarily fromthe
responsibilities for research and devel opnent for the

respective famly of weapons systens and materiel, the
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mat eri el devel opnent, contracting and systens acqui sition
functions and the | ogistics sustainment of the weapons
systens and materiel for which responsibility is assigned.

M ssi on Managenent al so enbraces a variety of other
responsibilities such as information technol ogy managenent,
security assistance, small business managenent, installation
managenent and, in some cases the managenent of production
facilities. These processes nust be integrated into a

uni fied business process to support thousands of itens of
equi pnent, depl oyed worl dwi de. This business process
constitutes the | ogistics chain nanagenent at each Operating
Command. The end result of these processes is the readiness
of the weapons systens and materiel for which the Command
has responsibility.

- Installation and Facilities Managenent. The Arny Materiel

Command operates fifty-nine installations and activities.
These “overhead” installations and activities serve as

m ssion platforns for the operating commands. They consune
significant resources of the Arnmy Materiel Conmand and nust
be managed with a very high degree of effectiveness with a
view toward consolidating or elimnating unnecessary
functions to reduce cost and inprove efficiency and
productivity. Contracting will also be considered,

consistent with Arnmy and AMC policy and gui dance when t hat
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course of action can reduce cost w thout underm ning
efficiency and effectiveness of m ssion operations.

- Resource Managenent. Comanders mnust operate in an

envi ronnment of constrained resources. That is not likely to
significantly change in the future. The resources, in this
definition, include the dollars, the people and the
facilities that are nade available to the Commander. The
conplexity, dynam sm and the inportance of these m ssions
to the Arny requires conmmanders and | eaders who under st and

t hese busi ness processes and understand how to integrate

t hese processes in a conplex operating environment that is
governed by arcane statutes and policies which often limt
the flexibility to use the resources that are nade

avail able. These limtations include restrictions based on
appropriations category, the life of the appropriations and
the limtations which apply to the hiring, assignnment, and
devel opnment of the workforce. The nost significant
challenge is the requirenent to operate within sharply
defined resource allocations which cannot be exceeded. This
envi ronnent nmakes resource nmanagenent one of the nost
critical and difficult functions perfornmed by an Operating

Conmmand.
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- Human Resource Managenent and Devel opnent. It is self-

evident that the managenent of the intellectual capital
required to do this inportant work and the organi zation of
the intellectual capital in a way that naxim zes efficiency
and effectiveness constitute some of the nost inportant
responsibilities of an Operating Command. This function is
nore inportant and nore critical now than perhaps anytine in
the last forty years. This is because, first of all, there
are a lot fewer people to do the work. The Arny Materi el
Command in 1989 had 114,636 nenbers; today the Conmand has
52,027 menbers. This is driven, to sone degree, by a

smal ler Arnmy. But, the scope and breadth of
responsibilities have not changed and are, in many ways,
nore conplex. This increased conplexity is driven by a
greater diversity of technology in the systens we support, a
hi gher operational tenpo, fewer dollars, and a business

envi ronment where integration of our capabilities is nore
critical than ever before. These changes have induced .

and are continuing to induce . . . dramatic changes in human
resource managenent and devel opnent. Fewer people and nore
conpl ex busi ness process technol ogi es now require that

| eaders, nanagers and associates in virtually every job know
nore than one skill. And, the higher they go in grade and

responsibility, the nore they nust know about nore aspects
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of the business process. W nust begin fromthe day an
associate is hired to develop the nulti-functional |eaders
of the future. W nust begin to devel op the workforce of
today into the workforce that we will require managi ng these
conpl ex busi ness processes five or ten years in the future.
This effort is made nore conplicated by the denographics of
t he wor kforce which has an average age of over forty-eight
years and eligibility for retirenent in five to seven years.
We can recogni ze, but not take much consolation in the fact,
that while some of these eligible retirees will choose to
wor k beyond the mininumretirement age, many will not. This
denographi c structure, the rapid downsi zing of the past ten
years and the failure to hire the requisite nunbers of new
personnel to replace the skills we will lose will result in
a devastating loss in the intellectual capital of the
Command, which will require many years to rebuild. If we do
not begin now at the Operating Conmand | evel, supported by
actions at the Corporate |evel, to address this problem

t hrough the Hunman Resour ce Managenent and Devel opnent

busi ness process, we risk the serious degradation of m ssion
capability with a directly correspondi ng i npact on the

readi ness of the Army. Managenent of this issue is a

critical task for the Qperating Commands.
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The circunstances in which we find ourselves clearly
indicate a need for dramatic changes in this critical
busi ness area. Associates can no |onger expect to work in
the critical jobs for an entire career, knowi ng only one
skill. W nust begin today to provide opportunities for
devel opnent of associates at early and m d-career |evels for
| eadership positions in the future. This requires not just
t he human resource managenent in these inportant Operating
Commands, it will also require the “reaccul turation” of
t hese conmands and t he wor kf orce which popul ates them This
effort wll require nore than managenent skills. It wll
al so require the | eadership skills of commanders and seni or
| eaders to define what nust be done, comunicate the need
for these changes to the workforce, and nmanage the process
to successful conclusion to ensure that we can continue to

support a Transfornmed Arny of the future where higher

technology, limted resources, and the requirement for high
readi ness will continue to be the defining characteristics
of the Arny.

The issue of Human Resource Managenent and Devel opnent
has, in the current environnment, taken on renewed inportance
as one of the nost inportant roles of the Qperating

Conmmands. If we are not successful in this business, the
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i npact of our success in all the business areas which it

supports will be mnimzed.

- Planning for the future. The business of this Conmand in

al nost every inportant respect is a “future oriented”
busi ness. W nust take action today to resolve, or avoid, a
problemin the future. That is a critical dinmension of the
busi ness operations in the Operati ng Coomands of AMC. The
commander s and senior | eaders have a responsibility to “l ook
over the horizon” and provide a focus for the future. This
pl anni ng activity should consist of a long-termstrategic
pl an which | ooks three to seven years into the future.
These strategi c plans shoul d be based on, and consi stent
with, the vision of the AMC Commander and the Corporate
Strategic Plan for AMC. It should define the strategic
goal s and the actions required and assign responsibilities
to senior |eaders for managenent of the effort.

Planning for the future should also include shorter-
range business plans for each operating elenent. The
pl anni ng hori zon for those business plans should be one to
three years. These plans should be based on the objectives
devel oped by the Comrander and senior |eaders of the

Oper ati ng Command.
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Busi ness pl ans shoul d be prepared by each ngjor
operating activity of the Operating Comrand, |aying out the
actions being taken to support and achi eve the objectives of
the MSC. These plans do not have to be el aborate, but
shoul d contain sufficient detail to assess effectiveness.
The primary purpose of these plans is to ensure a focus by
seni or | eaders on the key business objectives of the Comand
and to ensure a unified effort to achieve them They al so
serve the purpose of educating | eaders and associ ates at
every level on the inportant operational issues of the
Command and the actions being taken to address these issues.
The business plans for the major operating el enents of an
Oper ati ng Command, when conbi ned, can constitute the
Busi ness Plan for the Conmand.

Planning for the future is an inportant responsibility
of an Operating Command. However, executing in a way to
manage the future, is nore inportant. A well-devel oped
Strategic Plan and Business Plan will conmunicate what is
inportant and will provide the nechanismto |link the
performance objectives of |eaders at every level to the
obj ectives of the Coommand. This can provide a conmon
perspective and unity of effort that woul d ot herw se be
difficult to obtain. Planning and nmanaging the future is an

i nherent responsibility of | eaders at every |evel.
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Qobvi ously, the planning horizon and the | evel of detail and
scope of the plans depends on where the |eader fits in the
organi zati on. However, any |eader at any |evel who only

“works the in-box”, i.e. those actions which cross the desk

today, is not fully effective as a | eader.

- Business Process Integration. The nost inportant rol e of

the Operating Commands is, perhaps, the business process
integration of the conplex and dynam c activities of the
Command. No corporate entity can be successful if the
constituent elenents are operating oblivious to the
corporate responsibilities of the organization of which they
are part. That is especially true in the Major Subordinate
Commands of the Arny Materiel Command where success in
supporting and rai ntaining the readi ness of the weapons
systens and materiel is critically dependent upon the team
effort of scientists and engineers, contracting officers,
and sustai nment managers. This is why tools like Strategic
Pl ans, Business Pl ans, objectives and a clear vision are
inportant. They can focus the attention and the
intellectual energy of the corporate enterprise into a
unified effort. The actions required to bring together a
corporate effort of several thousand peopl e organized into

ei ght or ten business units are an extraordi nary chall enge.
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They are al so indispensable to success. That is why

busi ness process integration is so inportant. This business
process integration nust occur in three distinct dinensions
in an Operating Conmand: internal integration, horizontal
integration and vertical integration. They are briefly

descri bed bel ow.

-- Internal integration. This is the integration

of the activities organic to the Operating Comrand.
Each of the Operating Conmands in the Arny Materi el
Command represents a snaller inmage (though they are al
organi zati ons of several thousand personnel) of the
Command as a whole. The internal integration of the
functi onal business processes is indispensable to the

effective execution of the Command ni ssi on.

-- Horizontal integration. Because of the

i nt erdependence of the Operating Commands within the
Arny Materiel Command, the horizontal integration of
busi ness activities across these conmands is an

i mportant business process. All of these conmmands are
to sonme degree dependent on the others for support.
The commonal ity of the business processes in the

Command provi des great opportunities for cross-
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pollination of effective business practices and this
cross-pollination is enabled and routinized by an
effective horizontal business process integration. The
hori zontal business process integration between the AMC
comodi ty-oriented Qperati ng Commands and the Comrodity
Commands of the Defense Logistics Agency is also a
critical dinmension of the business processes of these
commands. This is critical to the success of the AMC
Oper ati ng Commands because approxi nately seventy-five
per cent of the consumable itens to support the

equi pnent for which AMC Subordi nate Conmands are the
life cycle weapons systens nanagers i s nmanaged by

Def ense Logi stics Agency Centers. Also, these

hori zontal integration activities provide the
opportunity for effective cross-pollination of business
practices, in sone cases, where simlar functions are
performed in both activities. Finally, horizontal

busi ness process integration between Defense Logistics
Agency Centers and AMC Qperating Commands is extrenely
critical in the engineering and technical data
managenent business area. The AMC Operati ng Command
research and devel opnent centers serve as the

engi neering support activities which nust validate and

provi de up-to-date technical data to support the
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procurenent processes by Defense Logistics Agency

Centers.

-- Vertical integration. Vertical business process

integration in the Arny Materiel Command Operating
Commands takes two fornms. The first is what could be
characterized as “organi zational integration” where the
subordi nat e conmand operates as an inportant and
distinct entity with responsibility for specific
weapons systens. The totality of these efforts
constitutes the Arnmy Materiel Comrand support to the
readi ness of the Arny and provides the basis for
vertical integration between AMC and the Departnent of
the Arny. There is also “functional integration” of

t he di screte business processes of the Operating
Command with the counterpart functional staff elenents
in the Corporate Headquarters. This vertical

functional business process integration occurs across
all staff agencies in the normal course of business.
The point is that this is an inportant dinension of the
busi ness process integration because if it does not
function effectively, staff principals will be doing
wor k that should be done by staff |eaders, managers and

action officers and cormmanders will be doing work that
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shoul d be done by staff principals. Neither of these
conditions are appropriate and underm ne the effective
and efficient nmanagenment of the business and underm ne
the effective vertical business process integration

whi ch nust occur as a natural by-product of the

rel ationshi p between the Corporate Headquarters and the

Qper ati ng Commands and Agenci es.
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PART |11

MANAGEMENT AT THE CORPORATE LEVEL | N AMC

Managenent Defined .

There are no special or unique definitions for the
managenent processes to be applied at the corporate level in
Arnmy Materiel Command. There are no panaceas or speci al
formul ati ons which will make the process | ess conpl ex.
However, we can, and in today’ s environment we nust,
organi ze the nmanagenent processes in a way that enabl es us
to deal with conplexity in a nore effective way. The
busi ness processes are too conplex, the functional areas too
broad and the pace is too fast to continue to manage as we
have in the past when we had nore people, nore tinme and nore
noney.

Managenent, in the context of this discussion, neans
those traditional and theoretical nmanagenent functions of

pl anni ng, organi zi ng, directing, coordinating and

controlling. It nmeans the integration of discrete business
processes into a unified effort. It means the del egation of
authority and the assignnment of responsibility. It neans

getting the work done at the corporate |evel through those
staff principals who have ownership of the functions and the

resources to do the required work in a way that enabl es us
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to “think” as well as “do”. Too often, because we do not
have a coherent, organi zed effort, we only have tinme to “do”
and no time to “think” about our business.

Managenent al so neans doi ng the business at the
corporate level in a way that enables the Commander to
“command” this mlitary organi zation. That does not nean
t he Conmmander is not involved in the managenent of the

Command’ s busi ness, nor does it nean his job as the

Commander will be any easier. It should nean that his
functions will be “different” in sone inportant respects.
He will still have hard decisions to nake, but will have the

busi ness process, and the information which flows fromit,
organized in a way that facilitates the deci si on-nmaki ng
process. He will be involved in the managenent of the
Command wi t hout having to be the manager of the day-to-day
activities of the command.

Ef f ecti ve managenent of the corporate |evel business
processes does not nean “conmand” of those business
processes. There is only one Commander. However, effective
managenment will enable the Commander to apply his tinme and

ener gy addressing those issues and probl ens which can only

be effectively dealt with by the person invested with the
| egal authority to conmand the Arny Materiel Command. This

requires a staff managenent structure to which
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responsibility can be assigned and to which authority can be
del egated for oversight and integration of the corporate

| evel m ssion.

The Corporate Managenent Structure in AMC
Historically — In times past, the corporate staff
consi sted of many nore people -- nore than three tines the
nunber currently assigned. There was great depth in al
functional staff areas, and there was a significantly
different mx of mlitary and civilian | eaders and staff
officers. There were two Lieutenant Cenerals providing the
managenment and integration of the two major business areas
of the Command: Logistics Managenent and Systens
Acqui sition and Research and Devel opnent Managenent.

The recent past — In the recent past the corporate

staff evolved into a parallel staff structure with the
princi pal staff |eaders having responsibility for mssion
activities with parallel authority for oversight to
Princi pal Deputies for Technol ogy, Logistics and
Contracting/ Systens Acquisition. The Chief of Staff, in
this structure, was the principal integrator of the
corporate | evel business processes.

The future — The environnent in which we find oursel ves

today is one with fewer people and dollars, |ess depth on
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the corporate staff and the same range of responsibilities
in a nore dynam c operating environment. This requires a
new nmanagenent paradigmto inprove the corporate |eve
managenent of the Conmand s m ssion activities and prepare
for the managenent of the Transformation of AMC as we
support the Transformation of the Arny. This new managenent
structure nust enable the attention in appropriate detail to
the staff managenent and operati ng nanagenent of the

i nportant m ssions of the Command. The structure nust
provide a process to facilitate the horizontal integration
of the staff business processes at the corporate |evel.

And, the new structure must provide an effective nmechani sm
for managing at the appropriate |evel the admnistrative
process which attends all corporate | evel operations and
which, if effectively nanaged, can dramatically inprove

corporate | evel business process managenent.

The Changed Environnent

The changed, and still changi ng, environnment in which
AMC operates in support of the Arny requires a different
managenment structure. It requires a managenment structure
that will enable nore focused attention on the core business
of the Command, as well as nore focused attention on the

critical supporting functions. This changed environnent,
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characterized by fewer people, |ess noney, expanded m ssions
and a faster pace, also requires that the skills and talents
of every senior |eader and nanager be fully engaged. It
al so requires greater attention to the integration of core
busi ness processes across the Command and nore attention to
the integration of the critical supporting functions with
t he core business of the Conmand.

What does this nean in practical terns? It neans that
a workforce with an average age of nore than 48 years
requires nore intensive and visionary managenent of the
intellectual capital of the Command. Hunman resource
devel opnent nust be nore than processing personnel actions
on tine. W nust prepare. . . and we nust prepare the
wor kf orce for the future. [Information nmanagenent has never
been nore critical to our success than it is today because
of the shortage of resources and the tenpo of operations.
Information is a capital asset. W nust deploy every
resource in a way that optimzes effectiveness. W nust be
able to make our case for additional resources in a way that
is so conpelling that it cannot be m sunderstood. In short,
we nust have an integrated data environnent to conpl enent
and serve as the central nervous system for the integrated
busi ness environnent. The Arny Materiel Comrand operates

fifty nine cities, towns, and villages, nost of which have
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nost of the trappings of urban Anerica: fire departnents,
police departnents, parks, schools, day care centers,
shoppi ng centers and other recreational facilities. They
al so serve as places of residence for soldiers, sailors,
airnmen and marines. They nust be gi ven managenent and
| eader attention consistent with their inportance to our
m ssion and consistent with the value we place on the
service rendered by the uniformed service nenbers and the
civilian workforce who serve this Command and our Nati on.
The dollars to support these activities and the core
m ssions of the Comrand require intensive managenent by
every | eader who shares responsibility for devel opi ng
requi renents and executing our financial prograns. This
function also requires senior |eader support and visibility
to assi st program nmanagers and ensure optinmum invest nent
utility.

The managenent and full integration of our core
busi ness processes across the Comrand have never been nore
inportant than it is in today’s environnment. These
activities nust have an AMC corporate focus to ensure the
equitable distribution of the resources available, to ensure
the full est understanding of the performance of the
corporate mssion, and to enable the fullest understandi ng

of the extent to which corporate business process
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integration in this highly interdependent Command is
occurring. This responsibility also brings wwth it an

i nherent responsibility to be a val ue-added Corporate
Headquarters. This changed environnent al so requires that
the core business activities and the supporting functions be
nore fully integrated than in earlier tinmes when the Comrand
could function effectively in a nore robustly resourced,

sl ower paced, stovepiped structure. Those days are gone
forever. The nmanagenent structure of today nust be
consistent with the realities of today’s business
environment. The Commander has established the nmanagenent
structure shown at Figure 5 (p.62) to manage the
corporation’s affairs at the corporate level and facilitate
t he managenent and integrati on of business processes across

this corporate body called the Arny Materiel Conmmand.

Terns of Reference .

It is inportant in every managenent structure, and
especially in a changing structure, to identify and define
the terns of reference for the organization. This section
wi || describe and define sone of the key terns of reference
to facilitate an understandi ng of the changed managenent
structure. These descriptions and definitions will also

put in context the managenent strategy to be enployed in the
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or gani zati onal construct shown at Figure 5 (p.62).

- Command. Conmand is a |egal function which derives from
the Constitution and flows fromthe President in his role as
t he Commander-in-Chief of the Armed Forces. [t extends

t hrough the Secretary of Defense and the chain of conmand
subordinate to the Secretary of Defense to officers who are
assigned to positions designated and chartered by an

Assunption of Command Order as “Comrand Positions”.

- Managenent. Managenent is the process of planning,

organi zing, directing, coordinating and controlling the
affairs of a business unit, or units, in order to obtain a

unified effort in pursuit of corporate objectives.

- Business Process Integration. The managenent and

| eadership of the constituent elenents of a corporate
enterprise in such a manner as to achi eve the maxi mum
effectiveness of each elenent in support of the attainnment
of corporate objectives, acconplishnent of the corporate

m ssion and fulfillment of the corporate vision.

- Coordination. The review, acknow edgenent, and soneti nes,

the authentication of a staff action indicating concurrence,
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non- concurrence, or sone variation thereof. The intent is

to provi de awareness and an opportunity for engagenent.

- Lead Agent/Executive Agent. The agent or agency which has

primary responsibility for successful conpletion of a task,

m ssion or directive.

- Supporting Agent. The agent or agency assigned

responsibility for actively assisting a Lead Agent/ Executive

Agent in the successful conpletion of a task, m ssion or
directive and who shares responsibility for the successful

conpletion of the task, mssion or directive.

- Core Business Functions. In the Arny Materiel Conmand,

t he Core Business Functions include Logistics Sustai nment
and all those functions attendant to Logistics Sustainnent,
Contracting and Acquisition including Small Business
Managenment and all attendant functions, Science and

Technol ogy, Research and Devel opnent and all attendant
functions, Resource Managenent and all attendant functions,
and Security Assistance and all attendant functions and
Chem cal - Bi ol ogi cal operations and all attendant functions.

Systens Analysis is, in all cases, a critical attendant
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function to the core business process though the anal ysis
function may be deployed in support of other business

processes.

- Supporting Business Functions. The Supporting Business

Functi ons are Human Resource Managenent and all attendant
functions, Corporate Information Managenent and al
attendant functions and Facilities Engi neering and

Instal |l ati on Managenent and all attendant functions.

- Tasking. A specific request for specific information to

satisfy a specific requirenent.

- Policy. Direction for execution of a command m ssion
which is intended to have universal and |long-term

application across the Command and whi ch may address Core

Busi ness Functions, Supporting Business Functions, or both.

It is injunctive in nature.

- Directive. Direction for executing a specific task,
m ssion or business process that will have shorter term
application and nmay be directed to one, or nore than one

Operating Command or Agency. It is injunctive in nature.
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- Command Authority. The legal authority inherent in the

exercise of command in a duly constituted comand position
to which a commander accedes as a result of assignnent and
an Assunption of Command Order. The exercise of conmmand
consists of the assunption of responsibility for everything
whi ch the organi zation under command does or fails to do.

I nherent in command is the responsibility and authority to
recogni ze and respond to perfornmance of subordi nates, manage
operations, assign responsibility and del egate directive
authority. Conmand authority is non-del egabl e.

Responsi bility is non-del egabl e.

- Directive Authority. Directive Authority derives from

command authority and is that authority del egated to a
subordinate to facilitate the nmanagenent of an enterprise.
Directive Authority of the del egee is supported by the
command aut hority of the commander naki ng the del egati on of
authority. Directive Authority cannot be further del egated
w t hout authorization of the commander naki ng the del egation

of Directive Authority.

- Commandi ng CGeneral. The senior officer in the command in

whomis reposed the |l egal authority to command the Arny
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Mat eri el Command. The Commandi ng General is the Chief

Executive O ficer of the Conmmand.

- Deputy Commandi ng General. The second senior officer in

t he Command who serves as the Principal Assistant to the
Commandi ng CGeneral, assunmes command in his absence and, when
del egated Directive Authority, serves as the Chief QOperating
Oficer of the Command with primary responsibility for the
core m ssion nmanagenent of the Arny Materiel Conmand through
t he subordi nate Operating Commands and Agencies. The Deputy
Commandi ng General works closely with the Chief of Staff to
achieve the fullest horizontal business process integration

of core m ssion and supporting functions.

- Chief of Staff. A Major General who serves as a Principal

Assi stant to the Commandi ng General and when del egat ed
Directive Authority by the Commandi ng General serves as the
Cor por at e Manager for Human Resource Managenent and

Devel opnment, Corporate |Information Managenent, Corporate

I nformati on Technol ogy Devel opnent and Application across
AMC in support of all mssion activities and who serves as

t he Corporate Manager for all Installations and Installation
Support Activities across AMC. He serves as the supervisor

of the Special Staff activities as directed by the

66



Commandi ng General. The Chief of Staff exercises Directive
Aut hority for the assigned busi ness areas through the
subordi nate Operating Commands and Agenci es and wor ks
closely with the Deputy Comrandi ng General to achieve the
full est horizontal business process integration of core

m ssion activities and supporting activities across the Arny

Mat eri el Conmmand.

- Principal Staff. The primary staff functions are

Logi stics, Research, Devel opnment and Acqui sition,

Ammuni ti on, Resource Managenent, Human Resource Managenent,
Corporate Informati on Managenent, Install ation Managenent,
Intelligence and Chem cal - Bi ol ogi cal Operations. Those
activities performthe Corporate Headquarters managenent of
t hese core business functions and the supporting business
functions of the Conmand. The senior mlitary and civilian
| eaders and managers of these activities report to either

t he Deputy Commandi ng CGeneral / Chief Qperating O ficer or the
Chief of Staff. They are assigned full responsibility for

t he managenent of their respective business areas and for

t he horizontal business process integration on the corporate
staff and vertical business process integration with their
respective counterpart functions in the Operati ng Commands

and Agencies and with the Departnent of the Arny staff.
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- Special Staff. The staff functions of Legal Counsel,

Chapl ai n, Surgeon, Public Affairs, Command Hi story, Safety,
Protocol, Secretary of the General Staff, |RAC, Equal
Qpportunity, Congressional Liaison, the SADBU, AR NG

Advi sors, Provost Marshall and the Ofice of Strategic
Affairs. The Special Staff functions of Small and

D sadvant aged Busi ness and the Arny Reserve and Nati onal
GQuard Advisors will report to the Deputy Commandi ng Ceneral .
The Special Staff functions of Legal Counsel, Safety, Equal
Qpportunity, I RAC and Congressional Liaison, Secretary of
the General Staff, Chaplain, Surgeon, Public Affairs,
Command Hi story, Protocol, and Provost Marshall wll report
to the Chief of Staff with direct access to the Commandi ng
General, as required. The Special Staff functions report to
the Chief of Staff, with direct access to the Commandi ng
General, as required. The Ofice of Strategic Affairs wll
report to the CG but day-to-day nanagenment and coordi nation

wi |l be provided by the DCE COO

- Personal Staff. The Personal staff of the Commandi ng

General consists the Staff G oup, the Orbudsman and the
| nspector Ceneral. They report directly to the Commandi ng

CGeneral .

68



Deputy Chief of Staff. The Deputy Chief of Staff is a

senior colonel who will have responsibility for

Adm ni strative Managenent in the Corporate Headquarters and
wi |l exercise this function through the Secretary of the
CGeneral Staff who has responsibility for all correspondence,
di stribution and suspense managenent in the Corporate
Headquarters. The Deputy Chief of Staff will assist the
Chief of Staff in the discharge of his responsibilities.

for staff managenment of the Special Staff.

- Operating Conmands. The Operating Commands are the Mjor

Subor di nate Commands of the Arnmy Materiel Comrand. Those
Commands are: the U S. Arny Aviation & Mssile Command
(AMCOM), the U.S. Arny Comrunications and El ectronics
Command (CECOM), the U S. Arny Tank-Autonotive & Arnmanents
Command (TACOM, the U. S. Arny Sol dier & Biological Chem cal
Command (SBCCOM), the U.S. Arny Operations Support Conmand
(CSC), the U S. Arny Sinulation, Training & Instrunentation
Command (STRICOM), the U S. Arnmy Security Assistance Conmand
(USASAC), and the U. S. Arny Research Laboratory (ARL). They
are under the Command Authority of the Commandi ng General,
US. Arny Materiel Command, but subject to the Directive
Authority as delegated to the Deputy Conmandi ng General and

the Chief of Staff when such Directive Authority is
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del egated to those Principal Assistants by the Conmmandi ng

Gener al .

- Agencies. The Comrand Agencies are: Arny Mteriel
Systens Anal ysis Agency (AMSAA); Integrated Procurenent
Systenms O fice (IPS), Logistics Support Agency (LOGSA);
Installation and Service Activity (ISA), AMC Intelligence,
Technol ogy & Security Activity (I TSA); and the School of

Engi neering Logistics (SEL). They will report to the Deputy
Commandi ng General, the Chief of Staff or a Staff Principal,
as directed by the Conmandi ng General, Arny Materi el

Conmand.

The New Staff Managenent Structure

The new staff managenent structure is shown at
Figure 5 (p.62). The substructure of the staff remains
basi cal |l y unchanged, at this tine. There are significant
changes in the assignnent of responsibility and del egati ons
of authority to the principal assistants to the Comrmander
managi ng and integrating the mssion activities of the
Command. The conmand authority which resides in the
Commander and whi ch has | egal basis is unchanged in the new
structure. In the new structure there is an explicit

del egation of Directive Authority to the principal
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assistants to the Commander for nmanagenent of the m ssion
activities of the Coomand. These principal assistants wl|
consi st of the Deputy Commandi ng CGeneral, who is assigned
primary responsibility for the core business functions which
consi st of Logistics, Research and Devel opnent, Science and
Technol ogy, Contracting and Acqui sition, Amrunition
Managenment, Resource Managenent, Security Assistance and
Chem cal - Bi ol ogi cal business areas. The other principal
assistant will be the Chief of Staff, who is assigned
responsibility for supporting business functions which
consi st of Human Resource Managenent, Corporate |Information
Managenment, Installation Managenent business areas and the
special staff. These two will be responsible for the
corporate | evel managenent and integration of these business
areas and the corporate execution of these business areas

t hrough the Operati ng Commanders. These positions are not
co-equal. The Deputy Commandi ng CGeneral is the second
ranki ng officer in the Command and will assune comrand when
so directed by the Commander. The Principal Assistants to
t he Conmmandi ng General in these positions will exercise the
del egated Directive Authority to facilitate and integrate

t he execution of the Command m ssion through the QOperating

Commander s.
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Rol es and Responsibilities .
The foll owm ng paragraphs describe the roles and
responsibilities of the key individuals and sections under

t he new managenment structure:

- The Commandi ng General. The role and responsibilities of

t he AMC Conmander are unchanged in the new staff structure.
In mlitary terns he is the Commandi ng General of the Arny
Materi el Conmmand. |In business terns he is the Chief

Executive Oficer of the Corporation.

- The Deputy Commandi ng General. The Deputy Conmandi ng

Ceneral is the second ranking officer in the Command and
wi |l assume command at the direction of the Commandi ng

Ceneral, in his absence.

-- Role. The Deputy Conmandi ng General is the

princi pal assistant to the Conmandi ng General and
shares responsibility for the efficient and effective
execution and managenent of the m ssion of the Arny
Mat eri el Conmand. Wien so directed he will represent
t he Commandi ng General and act on his behalf unless

precl uded by policy or statute.
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-- Responsibilities. The Deputy Comrandi ng Gener al

will function as the Chief Operating Oficer of the
Command with primary responsibility for the efficient
and effective execution and nmanagenent of the Core

Busi ness Functions of the Arnmy Materiel Conmmand.

--- The Deputy Commandi ng General w || discharge

the responsibility for execution and managenent of the
Cor e Business Functions through Principal Staff and
Subor di nate Operati ng Commands of the Arny Materi el

Conmand.

--- The Deputy Commandi ng Ceneral w || discharge

the responsibilities of his office through the
Directive Authority del egated by the Conmmandi ng

CGeneral .

--- The Deputy Commandi ng General, working in

cl ose coll aboration with the Operati ng Commands, the
Arnmy Materiel Command Principal Staff and

Departnment of the Arny Staff Agencies, will ensure the
effective and efficient vertical business process

integration of the Core Business Functions of the
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Command. He will, working in close collaboration with
the Deputy Commandi ng General for Corporate Managenent,
the Principal Staff and the Conmanders and staff

el enents of other Maj or Commands and Departnent of

Def ense (DOD) Agencies, ensure the horizontal business

process integration of AMC Core Business Functions.

- The Chief of Staff. The Chief of Staff is the third

ranking officer in the Conmand.

-- Role. — The Chief of Staff is a principal assistant

to the Commandi ng CGeneral .

-- Responsibilities. — The Chief of Staff has prinmary

responsibility for efficient and effective execution
and managenent of the Supporting Business Functions of

the Arny Materiel Comand.

--- The Chief of Staff will discharge the

responsibility for execution of the Supporting Business
Functions through the Principal Staff and the
Subor di nate Operati ng Commands of the Arny Materi el

Conmand.
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--- The Chief of Staff will provide the staff

supervi sion and nmanagenent of the Special Staff and
Personal Staff and will execute these responsibilities

directly or through the Deputy Chief of Staff.

--- The Chief of Staff will discharge the

responsibilities of his Ofice through the Directive

Aut hority del egated by the Commandi ng Ceneral .

--- The Chief of Staff, working in close

col |l aboration with the Principal Staff, the Operating
Commanders and the Departnent of the Arny Staff, wll
ensure the effective and efficient vertical business
process integration of the Supporting Business
Functions of the Arny Materiel Conmand. He wll,

wor ki ng in close collaboration with the Deputy
Commandi ng General, the Principal Staff and the staff
el enrents of other M or Commands and DOD Agenci es
ensure the horizontal business process integration of
Supporting and Core Business Functions of the Arny

Mat eri el Conmmand.
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- The Principal Staff. The Principal Staff are the

functi onal nmanagers of the Core and Supporting Busi ness

Functions at the corporate level in the Arny Materi el

Conmmand.

-- Role. The Principal Staff |eaders manage the

functional business areas for which they are assigned

responsibility.

-- Responsibilities. The Principal Staff |eaders and

managers will have primary responsibility for efficient
and effective execution and managenent of the
functi onal busi ness processes for which they are

assigned responsibility.

--- The Principal Staff wll have responsibility

for the vertical functional business process
integration with their staff counterparts in the
Oper ati ng Commands and on the Departnent of the Arny

Staff.

--- The Principal Staff will have responsibility

for the horizontal integration of Core and Supporting

Busi ness Functions at the corporate |evel.
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--- The Principal Staff wll discharge their

responsi bilities through the Deputy Commandi ng CGener al

or the Chief of Staff, respectively, when a need arises

for invocation of the Directive Authority of the
Commandi ng General. Normal business intercourse in
managenent of the Conmand s business will not require
the invocation of such authority and will be conducted

t hrough the Operating Commanders.

- The Deputy Chief of Staff. The Deputy Chief of Staff wll

serve as the principal admnistrative manager in the
Cor porate Headquarters and will serve, in this capacity, as

t he Headquarters Conmandant for the Corporate Headquarters.

Role. The Deputy Chief of Staff w |l manage the

adm ni strative processes supporting the Corporate
Headquarters and assist the Chief of Staff in the
managenent of the Special Staff functions. Managenent

of the adm nistrative processes will be exercised

through the Secretary of the General Staff. The Deputy

Chief of Staff will function under the supervision of

the Chief of Staff.
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-- Responsibilities. Followng are the broadly stated

responsibilities of Deputy chief of Staff.

--- The Deputy Chief of Staff will serve as the

Headquarters Commandant for the Corporate Headquarters.

--- The Deputy Chief of Staff wll assist the

Chief of Staff in providing staff supervision for the
Secretary of the CGeneral Staff, the Staff Chaplain, the

Staff Surgeon, Command Hi story and Protocol.

--- The Deputy Chief of Staff wll have

responsibility for all correspondence, distribution and

suspense managenent in the Corporate Headquarters.

--- The Deputy Chief of Staff will serve under the

supervision of the Chief of Staff.

--- The Deputy Chief of Staff will organize and

manage the functions for which responsibility is
assigned to ensure the unencunbered access to the
Commandi ng General, the Deputy Commandi ng General and

the Chief of Staff when such access is determ ned to be
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necessary in the normal course of managenent and
execution of the Special Staff responsibilities by the

Chiefs of the Special Staff Activities.

--- The Deputy Chief of Staff will be assisted and

supported by the Principal Staff and Special Staff when
such support is required in the discharge of the

responsibilities assigned to that office.

- Special Staff. The Special Staff is assigned

responsibility for specific functions which have a
generalized application across the Command. The scope of

t hese specialized and critical functions do not rise to the
| evel of a Principal Staff function but the organization
structure and nanagenment schenme nust recogni ze and provide
access to the senior | eadership consistent with their
significant inportance and inpact on the efficient and

ef fective managenent of the Arny Materiel Comand.

-- Role. The Special Staff will manage those specific,
narrow y defined functions which provide general
support to the entire Command across all Core and

Supporting Business Functi ons.
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-- Responsibilities. Following are the broadly stated

responsibilities of the Special Staff.

--- The Special Staff will serve as advisors to

t he Commandi ng General, the Deputy Commandi ng Gener al
and the Chief of Staff in the specialized business

areas for which responsibility is assigned.

--- The Special Staff wll|l manage the business

areas for which responsibility is assigned to
facilitate the effective and efficient execution of the

Arnmy Materiel Comrand m ssion.

--- The Special Staff will support the horizontal

integration of Core and Supporting Business functions

in the Corporate Headquarters.

--- The Special Staff will nmanage the verti cal

functional business process integration between
counterparts in the Operating commands and the

Department of the Arny Staff.

--- The Special Staff wll coordinate and

facilitate horizontal integration with counterparts in
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ot her Maj or Commands and DOD Agencies to support and
facilitate the execution of the Arnmy Materiel Comrand

m Ssi on.

- The Personal Staff. The Personal Staff are those agencies

whi ch by policy, statute or direction work directly for the

Commandi ng Gener al .

-- Roles. The Personal Staff are advisors to the

Commandi ng General, directly support himin the
di scharge of his responsibilities and respond to his

di recti on.

-- Responsibilities. Following are the broadly stated

responsibilities of the Personal Staff.

--- The Personal Staff will serve as advisors to

t he Conmmandi ng General in the broad areas for which

responsibility is assigned.

--- The Personal Staff will serve as advisors to

the Principal Staff and Special Staff when those

functions are not in conflict with the operating
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gui dance and direction provided by the Comrandi ng

Gener al .

--- The Personal Staff will facilitate the

hori zontal integration of the Core and Supporting

Busi ness Functions on the Corporate Staff when the

di scharge of those responsibilities are not in conflict
wi th the operating guidance and direction fromthe

Commandi ng Ceneral .

--- The Personal Staff will carry out speci al

t aski ngs assi gned by the Commandi ng Ceneral .

--- The Personal Staff will facilitate the

vertical functional integration of the business areas
for which they are responsible wth their counterparts
in the Operating Cormmands and the Departnent of the

Arny Staff.

Policies and Directives .
No Corporate entity can function effectively w thout

sonme coherent nechani smfor providing policies and
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directives to which the subordinate operating elenents are
expected to subscribe and faithfully execute. Policies and
Directives are different from*“Vision”, *“Quidance”,
“Direction” and “CObjectives”, all of which, in sone form
constitute policies or directives when issued by the
commander or his duly appointed agents. Cdearly, no
commander can publish a vision statenent which prescribes
what he wants the organi zation to becone and objectives
whi ch he intends to serve as broad gui dance in achieving
that vision and permt subordinates to disregard themwth
impunity. A commander who does so is dooned to both
frustration and failure. And, organi zations which operate
in this environnment are doonmed to sub-optimum perfornmance.
Policies and Directives are intended to be explicit
direction to subordi nate operating el enments issued by the
Cor por at e Headquarters on behal f of the Conmander by Agents
who have been enfranchi sed through an appropriate del egation
of Directive Authority. They will generally address a
broadly based business function that can enbrace both Core
and Supporting Business Functions in an Operating Comrand or
Agency. The issuing agents have the responsibility to
ensure that such policies are clear, coherent, consistent
with policy and statute, are within the bounds of the

del egated authority and are fully coordinated prior to
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publication. The objects of these directions have the

responsibility to recognize that they are not "suggestions”,

that they have been issued in the interest of advancing a

“Corporate” intent and that disregard of these Policies and

Directives will not be tol erated.

Policies and Directives should, in the nornmal course of

busi ness, be sparingly issued. Arny Regul ations, DOD
I nstructions and statutes provide a w de range of policy
gui dance and direction which affect and govern m ssion
execution. However, on occasion, Corporate Policies and
Directives will be required to ensure focused and coherent
response, provide specific directions or intent of the
Commander or provide paraneters for operations by the
Qper ati ng Commands and Agencies. Such Policies and
Directives will usually be broad in terns of their
application across Core and Supporting Business Functions
and Operating Conmands.

Policies and Directives will be devel oped and
coordi nated by the Corporate Staff. Al Policies and
Directives will be signed by both the Deputy Commandi ng
General and the Chief of Staff under the del egation of
Directive Authority fromthe Commandi ng General. A
Principal Staff or Special Staff Lead Agent will be

specified in the Policy or Directive and the Deputy
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Commandi ng General or Chief of Staff wll be identified as

t he Executive Agent or Supporting Agent, as appropriate.
Thi s managenent schene is intended to ensure coordination is
af fected before a Policy or Directive is issued and is
intended to ensure the horizontal integration on the
Corporate Staff of the corporate business process addressed
in the Policy or Directive.

The characterization of a “Policy or Directive” has
broad connotations across nmultiple Operating Comrands,
Agenci es and busi ness processes. The nornal intercourse
bet ween the Corporate Staff and Operating Commands results
i n taskings, requests for information and other business
related information. The schene for managi ng, iSsuing,
executing and enforcing Policies and Directives is not
intended to overtake these routine staff actions. However,
neither are these kinds of staff actions intended to be a
substitute for, or a subterfuge to avoid the issue of a
Policy or Directive when that action is necessary and
appropriate. Routine staff actions will continue to flow
fromthe Principal and Special Staff Activities to the
Qper ati ng Commands and Agencies. They will be authenticated
by the Principal or Special Staff Chief, the Chief of Staff
or the Deputy Conmmandi ng General. When authenticated by any

ot her agency, the action nust specify, “For the Comrander”.
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Policies and Directives are issued on behalf of the
Commandi ng General under a delegation of Directive
Authority. They are injunctive and carry the full force and
authority of a directive issued by the Commandi ng General,
personally. They are not the sanme as Conmand authority
which is reposed solely in the Conmandi ng General. An
Qper ati ng Commander nay request clarification or may
chall enge a Directive or Policy. Such interrogatories or
chall enges will be clearly specified, reduced to witing and
signed by the Operating Commander. Policies and Directives
wi |l not be disregarded by any Operating Command or Agency
subject to the jurisdiction of the Conmandi ng General of the

Arnmy Materiel Comrand.
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CONCLUSI ON

The Arny Materiel Conmand is the business center of the
Arnmy. W operate, in many inportant respects, in accordance
Wi th business principles not unlike our private sector
counterparts. The Arny Materiel Command represents the
confluence of the materiel readiness of the Arny and the
busi ness processes of the Arny which nmust, in the final
anal ysis, deliver that materiel readiness. |n many
i nportant respects, as the Arny Materiel Command goes, soO
will go the readiness -- and the capability of the United
States Arny. That is an awesone responsibility for the nen
and wonen of this Command.

The nature of our business and its inportance to the
Arnmy and to the soldiers who rely on us to ensure the
readi ness of the equipnent in their hands is nmade nore
urgent and nore conpl ex because we do not have those sinple,
easily recogni zed baroneters of effectiveness such as a
nmeasure of profitability or a business statenent. That
makes it nore inportant that the Arny Materiel Command have
in place processes that enable the effective and efficient
execution of the extraordinarily conplex business processes
for which we have responsibility. These business processes
must enable us to see inside this conplex web of

rel ati onshi ps, m ssions and capabilities and enabl e the
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Command and the Arnmy to manage readi ness and not be nanaged

by readi ness. No other Command or Agency can do that for

the Arny. The capability does not exist outside the Arny
Mat eriel Conmand to bring it all together into a coherent,
uni fi ed business process for the Arnmy. The resource
constraints, the conplexity of our equipnent, the

technol ogy, the operational tenpo and, increasingly, the age
of our equi pnent denmands that we do it better than we have
ever done it before. If we do not, our Arny cannot be as
capable as it nust be and we betray the trust of those whose
| i ves depend on the equi pnment which we support.

There are no panaceas; there are no grand solutions to
make this work easy. The dramatic, and in sone respects
undi sci pli ned, downsi zing of this Corporation has had
adverse consequences for the Arnmy and t he personnel who have
al ways done this inportant work for the Arnmy and has
conplicated the chall enges we face today. The limtations
on investment in technol ogy when we have conmitted to a
smal | er, technol ogy based Arny has exacerbated the problem
the reductions in the structure required to deliver and
sustain the Arny based on epheneral efficiencies and bunper
sticker business processes has resulted in risk beyond what
is reasonable given the inportance to the capability of the

Arny. The rapid downsizing and the failure to inplenent
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aggressive, long termhuman resource devel opnent prograns to
conpensate for the loss of the intellectual capital inherent
in a workforce of over forty-eight years with retirenent
eligibility in five to seven years has created substanti al
risk for the Arny.

These observations are not neant to depress — they are
nmeant to illumnate. They are neant to illum nate the
i nperative for a coherent, fully integrated business process
execution strategy if we are to be successful. They are
meant to illumnate the need to think about our business
differently as the Arny transforns and as the Arny Materi el
Command transforns, as it surely nust, in support of the
Army. This Directive is nmeant to be the begi nning of the

process to think about our business processes differently,

in sone respects, so we can do our business differently.
Leaders and nanagers who are up to this challenge will find
t hensel ves in demand. Those who are unable or unwi | ling
nmust change because they will be held accountable for the
portfolios which they hold and for the success of the Core
and Supporting Business Functions for which they have
responsibility. The strategies outlined here are the first
steps in the process of aligning the corporate structure to
facilitate the execution and nanagenent of the corporate

m Ssi on.
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The assertions and ideas put forth here do not assune
that the Arny Materiel Command has been ineffective in the
past. It does assune that we can be better in the future.
It does not assune that we have been di sorganized in the
past; it asserts that the opposite of “disorganized” is “not
di sorgani zed”. And, we nust tighten up the organizati onal
managenent of our busi ness processes before we can be
“organi zed”, or nore correctly, effectively organized.

Ef fective organization is a condition precedent for
accountability, both corporately and personally. W have
taken the first step, at the corporate |evel.

We are not going back to the days of one hundred
t housand personnel or to a Corporate Staff of nore than
three thousand personnel. W nust make technol ogy work for
us to get the work done. W nust have organi zati ona
processes which facilitate the fullest integration of our
very conpl ex busi ness processes. If we do that effectively
“working for” will be a lot less inportant than “working
with” in this extraordinarily conplex corporation called the
Arny Materiel Command. And, “working with” is what Business

Process Integration and Corporate Managenent is all about.
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